


Elena Constanta Paraiciuc
1905195

PROBLEM SOLVING AND DECISION MAKING
BMSK4004 & Problem Solving and Decision Making



Contents
Introduction	2
Main Findings	3
Conclusion	4
References	5
Appendices	6
SWOT Analysis	6
PESTLE Analysis	6



[bookmark: _heading=h.gjdgxs]Introduction
John Lewis Partnership is a UK based company with a fashion retailing business setup and Waitrose to cover the grocery retailing supermarket chain in the UK. The company is facing significant market problems regarding store shutdown and job cuts for the 2020 global pandemic. The report will discuss the issue and conduct SWOT and PESTLE analysis to understand the critical aspect of the problem. The report will also provide some recommended strategies to help the business resolve current criticalities.
[bookmark: _heading=h.30j0zll]

Main Findings
Background of organisation
John Lewis Partnership is one of the most reputed fashion retailers in the UK market (John Lewis, 2020)‌. The company was founded by John Spedan Lewis in 1964 at 132 Oxford Street, London. John Lewis Partnership operates the UK market with the most grossing supermarket chain and grocery retailing chain; Waitrose (John Lewis, 2020)‌. The company created around £146 million in profit in 2020 which was not sufficient for its significant loss of £517.84 million tax resurgence in the 2020 pandemic situation. John Lewis has around 35 stores in the UK along with 340 Waitrose stores for grocery purposes (Jahshan, 2021)‌. The availability and popularity of the brand make it responsible for significant employment in the United Kingdom. 
[image: ]
Figure 1: John Lewis Partnership Precautions in Post-pandemic Period
(Source: John Lewis, 2020)
John Lewis operates its business with more than 80,800 employees currently. The number was reduced by 100 compared to 2019. The company was forced to shut down its stores and cut employment which cost the tax charges (ITV News, 2021). John Lewis is currently trying to convert most of its remaining strategies to contemplate its business footprint in the market and make up for the job cut in the pandemic situation (Shakespeare, 2021)‌. John Lewis Partnership has significant recognition in the trading operating market in the UK, but for the Brexit situation, it is becoming difficult to run the business smoothly (Jahshan, 2021)‌. 
Impacts of the main problem
The 2020 Covid 19 pandemic situation impacted businesses in every corner of the world. The UK business sector was affected by the pandemic significantly. The GDP of the UK dropped down by 9.81%. Alongside the transportation sector and hospitality sector, the retailing sector was impacted significantly. According to Goworek et al. (2020, p. 633), the online delivery system became essential for any company. The lockdown period was most crucial for all businesses. Moreover, the maintenance and employment programs became most difficult to handle financially and operationally. John Lewis was forced to shut down its 16 stores in the UK for maintenance purposes and sales loss. The job was also simultaneously affected, and the company faced a massive tax loss in 2020. 
Nature
[bookmark: _heading=h.2et92p0]John Lewis Partnership faced significant complications like store closing and employee firing to run its business smoothly in the lockdown and post-pandemic period. As mentioned by Donnelly et al. (2020, p. 102), the pandemic norms and standards are hindering the customer footprint in John Lewis shops. The company is trying everything to sustain the safety and social distancing norms as efficiently as possible for the customers. Since the revenue, operating profit and trading operation profits were affected by a 10% reduction in growth rate the company was forced to shut down 16 of its stores and 7 Waitrose stores in 2020. As mentioned by Donnelly et al. (2020, p. 102), the supply chain mechanism and inventory demand module were affected significantly, and the internal operation became even more complicated.
Scope
The pandemic situation was a hindrance for all business setup. The lockdown period forced companies to shut down all facilities temporarily. Some online services were allowed, but mostly in non-contaminated zones. According to Lund et al. (2020, p. 3), the blocked business opportunities suddenly impacted the previous supply contracts and internal operations became stagnant. The HR department and board of directors were forced to take the most critical decision in this situation and eventually, John Lewis decided to shut down its comparatively less-profitable assets in 16 stores. According to Haynes et al. (2021, p. 18), the financial hindrance also stimulated the decision as the landlords were not negotiating or cooperating with the company as they were also facing a financial crisis like any other business in the market. Most importantly, the store staff in these stores were affected significantly and this created an ethical problem for the administrative department in the company. 
Impact
Eventually, John Lewis was forced to cut around 1,389 jobs in 2020 for the store to shut down. Most of them were from head office staff posts. According to Haynes et al. (2021, p. 18), the employment impact created a negative reputation for the company. John Lewis was struggling to maintain the staff bonus program for employees which was followed by the company since 1973 (Butler, 2021)‌. John Lewis Partnership was impacted by the situation and Waitrose shut down 7 of its stores in the UK. More significantly, the revenue of John Lewis Partnership was impacted significantly by 2% (£4.78 billion) compared to Waitrose revenue growth of 10% (£7.6 billion). This indicates that the financial crisis and maintenance investment reduction impacted the job cut of these 1,389 employees. 
SWOT (internal) analysis
[bookmark: _heading=h.3whwml4]
	Strengths
· John Lewis Partnership has a significant market penetration strategy for the niche market in the UK.
· According to Pantano et al. (2020, p. 212), the company has a sustainable growth strategy and supply distribution mechanism with Waitrose.
· The company has a £10.41 billion revenue and around £4.81 billion operating turnovers that is efficient to handle its market loss and trading operation loss.   
	Weaknesses
· The company has currently faced a £517.18 million tax resurgence loss in 2020 for the loss in the lockdown period. 
· John Lewis Partnership is facing competition for its reducing market presence in the UK.
· John Lewis Partnership was forced to cut loose of its suppliers for the reduced operation cost and trading operation cost by 5%. 

	Opportunities
· The current market opening is creating opportunities for sales growth as customers are allowed to visit the stores again (John Lewis, 2020)‌.
· John Lewis Partnership sales are skyrocketing for the first time in February 2020 after the lockdown was discarded by 73.14%.
	Threats
· Competitive companies like H&S, M&S are expanding their business presence with the Ocado partnership and by opening High Street stores in the post-pandemic situation.
· According to Pantano et al. (2020, p. 212), the Brexit situation is creating trading operation hindrance and current post-pandemic standards and sustainable standards from the government are creating complications.


Table 1: SWOT Analysis of John Lewis Partnership
(Source: Created by Author)
Impact of Internal Issues on Store Shutdown
John Lewis Partnership has significant brand recognition and grip on the niche market in the UK. The company has a stable revenue growth which is slightly affected by the 2020 global pandemic (Hardcastle, 2021)‌. However, the decision of shutting more than one-fourth of its stores was not a profitable step since it has cost the company around 1,300 of its head office staff. The company has faced a tax loss of around £500 million in 2020. However, the sales growth is stable again and the company has already made 73% sales growth after February 2021 (John Lewis, 2020)‌. John Lewis requires to understand the competitive market movements and nurture its online presence with fast delivery to sustain the business performance growth and operational turnover build up. This can allow the company to reopen its stores and the employees can be rehired. 
PESTLE (external) analysis
[bookmark: _heading=h.qsh70q]
	External Elements
	Factors
	Business Impact

	Political
	According to Appel and Hardaker (2021, p. 2643), the Brexit situation is creating hindrance for fashion retailers in terms of the trading operation, fabric import, raw material exporting etc. 
	This is impacting the primary business of John Lewis Partnership in terms of 5.8% increased import tax, 7% increased export tax, increased tariff and trading taxes (John Lewis, 2020)‌. 

	Economic
	The 9.91% GDP down growth is creating an economic void and deficit with the EU. The fashion retail businesses are reducing GVA and salary programs, benefits are getting affected.
	John Lewis Partnership is facing tax loss, the government funding needs to be returned and the pricing strategy needs to be altered to cope-up with the situation and sustain sales. 

	Social
	According to Pantano et al. (2020, p. 212), the post-pandemic norms and Covid 19 awareness are stopping customers from visiting the store as regularly as before. 
	John Lewis is facing sales reduction in offline sales and online sales are usually irregular. This is why the company is facing supply management complications and the trading operations are being affected by reduced operational profit. 

	Technological
	Competitors in the fashion retail market are adapting business with new technologies which are more efficient. Since the industry is being supervised digitally, robotics implementation is becoming convenient. 
	The company is struggling to maintain its server maintenance. John Lewis had to cut a contract with Omani Ltd for its new sewing and fibre coating devices.

	Legal
	The textile industry in the UK is facing legal obligations regarding England's Monetary Policy, trading policies and tariff policies (Hardcastle, 2021)‌. The employment safety and benefits policies are being changed for the current timeline and its criticalities. 
	John Lewis Partnership is changing its policies for employees, and the company promised to restart the staff bonus program in 2022. The company also started to 

	Environmental
	According to Appel and Hardaker (2021, p. 2643), the UK pollution control act and environment protection act is changing the course of standards in terms of waste management norms and transportation pollution. 
	John Lewis Partnership is trying to change its transportation medium in EV. The company is changing its policies and multidisciplinary policies to reduce waste as much as possible. 


Table 2: PESTLE Analysis
(Source: Created by Author)
Impact of External Issues on Store Shutdown
The Brexit situation and economic hindrance in the UK are impacting the business flow of the John Lewis Partnership. The company saved its remaining stores in the UK with the help of a government fund of £190 million (John Lewis, 2020)‌. The company needs to sustain its operations by Work From Home (WFH) facilitation. This can help John Lewis Partnership with profit from reduced workspace accommodation cost and perks cost. The company is required to change its sustainable and net-zero plan by inheriting the Electric Vehicle transportation facility. The changed safety and employee rights policies instructed by governments are required to be followed by internal policy transformation (Hardcastle, 2021)‌. Moreover, the company needs to reopen some stores by cost negotiation with landlords since the lockdown has been lifted.  This can allow John Lewis Partnership to reoffer the employment to its employees in the head office and thereby the company can regain its reputation and strengthen CSR. 
Conversion Strategies
Reopen Stores with more Effective Strategies and Covered Financial Leverages
John Lewis Partnership can reopen its stores in various locations by either relocating stores or negotiating with landlords and ensuring them financial leverages from the government funds. The company has a significant revenue build up which can be used here. The company can conduct market analysis and study which stores can regain profitable sales figures. 
Improving Online Strategies by Marketing and Optimised Delivery Operation
John Lewis Partnership can improve its internal operational software and optimise the delivery route to increase the speed of online delivery. Since the company has a good supplier chain in the UK, JLP can handle the delivery service using its connection in the UK. This way the company can be capable of impressing the market with new facilities in the post-pandemic period. The company can also use the Waitrose delivery partners to help with delivery distribution in convenient areas. 
B2B Trading to reduce Import and Tariff Hindrances
The company can partner with international businesses like ASDA and Tesco to increase their supplier connection with international suppliers. The company can conduct predictive analysis to foresee the supply-demand system in the new market and deal with international traders, suppliers for raw materials by B2B connection. 
[bookmark: _heading=h.1fob9te]Conclusion
From the above discussion, it can be summarised that the market presence of John Lewis is becoming significantly affected by the decision of shutting down 16 stores and 7 Waitrose stores in the UK. Since the company was going to face debt issues from associates and employees, the company was forced to cut 1,300 jobs. The report has discussed the internal factors to demonstrate how the company can use its strengths with opportunities against weaknesses and threats. The report has conducted a PESTLE analysis and analysed external factors to understand why the business is facing unstable market operation. The report has also suggested some strategies to overcome current problems such as B2B strategies, online presence enhancement and debt financing with government funds, revenue assets and partnership debt.
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	Strengths
· Strong Presence in the UK market.
· Strong Growth Strategy and supply-distribution mechanism.
· Sufficient revenue and operating money to alter operations in the post-pandemic period.
	Weaknesses
· Current tax loss of £517 million.
· The competitive disadvantage for shutting down stores.
· Reduced suppliers and trading operating costs for the financial crisis. 

	Opportunities
· The post-pandemic market is opening and the online orders are skyrocketing.
· Orders increased by 73.14%.
	Threats
· H&M, M&S and other competitors are parenting with different retailers to increase delivery convenience, availability and speed.
· The Brexit situation is causing problems for international transportation, trading etc.
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[bookmark: _heading=h.32hioqz]Appendix 2 (PESTLE Analysis)
	External Elements
	Factors
	Business Impact

	Political
	The Brexit law and corresponding trading hindrance along with import, export and tariff tax increment. 
	5.8% increased export tax, 7% increased export tax.

	Economic
	9.91% GDP down growth along with reducing GVA of the fashion industry in the UK
	Tax-loss, losing customers and government funding debt along with terminated staff bonus.

	Social
	Social distancing norms are impacting store visits.
	Reduced offline sales and complicated supply management.

	Technological
	New technological advancement with delivery optimisation and internal operational BI, AI tools. 
	Production machine contract manipulation for Covid along with Software update.

	Legal
	Monetary policy and trading policy alteration.
	Changing employee policies by the active cooperation of the HR department and board of directors.

	Environmental
	The pollution control act and waste management policies of the government are becoming more strict. 
	Alteration of transportation from the diesel engine to EV. Strict regulations for sustainability standards. 




image4.png




image2.png
e - R





image1.png




image3.png




